Purpose -Communication strategy during the management of change has been one success factor widely cited in the literature. However, despite its recognition within the enterprise resource planning (ERP) domain, there has been little regard for stakeholder perspective and even less for practical suggestions regarding communication planning. Design/methodology/approach -This mixed-method research investigated the ERP implementation process from the perspective of four key stakeholder groups and generated greater understanding of their differing views on communication effectiveness and preferred communications strategies during the management of change process. Findings -The findings of this study revealed that stakeholders differ, significantly in some respects, in how each group believes certain aspects of the project should be handled, from a tactical communication standpoint. Research limitations/implications -The research is based on a single case study, which adds caution to the generalizability of the results. Further, the survey sample was self-selected and not random. Practical implications -This paper has made a significant contribution in terms of understanding differing perspectives regarding communication strategies during change. Particularly, we have learned how each group believes certain aspects of the project should be handled, from a tactical standpoint. Originality/value -The lack of case studies addressing practical challenges has already been identified as a gap in the literature. Further, with a stakeholder perspective combined, this research has revealed another element, which is that the management of ERP projects is not as simple as a "one size fits all" strategy.
Introduction
Research on enterprise resource planning (ERP) implementation and critical success factors (CSFs) has been a relatively popular topic in the IS realm for the past decade. What is driving this agenda is the belief that greater understanding of the various success factors will enhance overall chances of implementation success. Given that the ERP market is so lucrative and the proposed benefits to the organization are so significant, if success is achieved, it is easy to understand this rationale. Most would agree that the range of CSFs cited in the literature is vast, varying from such factors as the need to consider team composition to the need for visioning and planning. the ever-changing needs of external and internal customers". Employees are often resistant to change, whatever the nature or cause. Work by Armenakis and Harris (2002) purports that stakeholders play a significant role in changing organizations and in order to motivate employees, the employees must believe that something is wrong and something needs to change. It is in the creation or realization of this belief that IM can play a role. Recent work by Causon (2004) concludes that people resist change because the old way of doing things is always easier; she believes that IM is necessary for employees to understand the reason behind the change. Similarly, Rafiq and Ahmed (1993) support this notion as they see IM as a planned effort to overcome organizational resistance to change and to align, motivate and integrate employees towards the effective implementation of corporate and functional strategies. Finally, work by Piercy (1990) reveals that effective change requires a resourced and realistic implementation process that confronts the structural and process issues that have been aligned with new strategies. One mechanism that has been proven effective for addressing this issue is IM (Piercy, 1990; Piercy and Morgan, 1991; Varey, 1995; Causon, 2004) . According to Piercy (2002, p. 401) , "Internal marketing provides the skills and tools to make implementation effective". In fact, Piercy and Morgan (1991) go as far as stating that IM is unavoidable because marketing plans and strategies imply organizational change; they further profess that it is not enough to analyze external markets in order to carry out the organizational change, and acknowledge that it is naïve to think that marketing plans and strategies will sell themselves to those whose support is needed. While the research is limited, there is clear support of IM as a mechanism to facilitate change. Notwithstanding, it is also important to consider the impact of stakeholder perspective with regard to organizational change.
Stakeholder theory and ERP
A stakeholder is defined as, "any group or individual who can affect or is affected by the achievement of the organization's objectives" (Freeman, 1984, p. 25) . The application of stakeholder theory provides methods for identifying and managing stakeholder goals and objectives, which is done from two perspectives: inside-in and inside-out (Freeman, 1984) . The inside-in perspective considers actors internal to the company (i.e. employees, managers), while the inside-out view looks at groups connected to the organization, but to a lesser degree and in a different capacity (i.e. shareholders). As a method to facilitate organizational change, stakeholder perspective is well-supported. As noted by Haberberg and Rieple (as cited in Lovegrove, 2005) , stakeholder approach is based on three basic declarations: organizations possess a number of constituencies that affect and are affected by others; the interactions and the outcomes of processes undertaken by these groups affects the organization as well as other stakeholder groups; stakeholder perceptions affect the viability of strategic action. The introduction of an ERP is one such example of a strategic action that is also a change initiative. It is a commonly held belief that without engagement and acceptance by stakeholders, it is unlikely that any change will deliver the potential benefits promised. Therefore, it can be clearly justified that stakeholder consultation is a necessary element of any change management program.
A look more specifically, at the stakeholder literature in the IS field reveals that identified stakeholder groups have included managers, IT professionals, end-users, and internal auditors (Infinedo and Nahar, 2007) . Lyytinen, Mathiassen and Ropponen (as cited in Infinedo and Nahar, 2007) , however, believe that stakeholders can be identified based on research purpose, or more particularly as actors that can set forth claims or benefit from IT systems development issues. Therefore, depending on the situation, identified stakeholders may extend to broader groups. More particularly in the ERP field, Legris and Collerette (2006) have introduced a table summarizing the ERP implementation process and have identified stakeholders as project managers, vendors, users and system owners. Similarly, Akkermans and van Helden (2002) also include project managers and vendors, but they add project champion and top management to that group. External to the company, however, there are other groups to consider, such as customers, suppliers and business partners (Bajwa et al., 2004 ). These differences demonstrate how, as noted above, the nature or purpose of the research will determine the stakeholder groups considered.
A review of the literature has also provided insight into documented differences in stakeholder perspective. For instance, it has been suggested by Grindley (as cited in Infinedo and Nahar, 2007 ) that due to cultural differences, some of the identified groups will hold conflicting views on IT related issues. Several studies have explored this dimension. Particularly, Schein (1992) concluded that top management and IT personnel belonged to distinct subcultures. Similar research by Ward and Peppard (1999) revealed cultural gaps between IT and business departments. One of the reasons cited for the divergence between these two groups extends to different goals regarding IT issues. In the domain of ERP, research by Singletary et al. (as cited in Infinedo and Nahar, 2007) has revealed differences between managers, IT professionals and end-users on benefits and drawbacks of ERP implementation. Finally, work by Bradley and Lee (2004) has revealed discrepancy between technical and management personnel regarding understanding of necessary levels of training. This kind of research is limited, however, as the majority of study has been managerially focused and the stakeholder perspective has not been often considered (Amoako-Gyampah, 2004 ). Kossek's (1989) work brings attention to the need to consider the perceptions of other important groups and Amoako-Gyampah (2004, p. 171) more specifically states that knowledge of any differences can "help implementers develop appropriate intervention mechanism such as training and communication that can lead to successful ERP implementation".
Research methodology
This research utilized a case study informed primarily by quantitative research design. The selected organization was a public-sector educational institution that had undergone an implementation of three modules of the PeopleSoft ERP suite. Users of the suite were faculty and staff only. Exploratory qualitative interviews with a representative sample of four stakeholder groups were succeeded by a quantitative survey. A content analysis of the interviews indicated dissension with regard to communication planning during change, which was in this case an ERP implementation. The focus of the research moved toward gaining a broader understanding of the views of the client organization, in general, through survey research. Survey methodology allows researchers to focus on a sample to learn something about the larger population of interest, which is in this instance the case study organization. It is an efficient and economical means of gathering data about people's knowledge, attitudes, beliefs, expectations, and behavior.
Data collection occurred through development of an online questionnaire and invitation online sampling by e-mail (Burns and Bush, 2006) . A subscription to a commercially available online survey provider was secured and the instrument was Internal marketing communication built online. An online survey administration was deemed to be acceptable as the population of interest was obviously computer literature and had access to the internet. Discussions with the pre-test sample and members of the case study organization also revealed that this was the preferred method and the one that they believed would elicit the greatest response rate, depending on the timing of the delivery. There were three e-mail campaigns, occurring at approximate two-week intervals. A total of 85 usable questionnaires resulted. The statistical methods used in analysis included descriptive and inferential statistics (ANOVA and Kruskal-Wallis).
Sample description
For the quantitative survey, the target population was defined as all current users of the case study unit's PeopleSoft system and all former members of the PeopleSoft Implementation team. The current users of the system were further divided into three groups: staff users, management, and IT staff.
The four primary stakeholder groups that were examined in the data analysis were Users (current staff who are day-to-day users of the system); Managers (current management who are users of the system and those managers with access to the system); IT staff (all IT staff seconded to the implementation team and current IT/computer services staff); and Consultants (all outside consultants contracted to work with the implementation team).
Sampling procedures
Sampling methodology was not applied in this instance as the survey instrument was administered to all members of the population, which totaled 325 individuals. This procedure was possible given there was ample time, the population size was not too large or difficult to access, there was an expectation of variance, and the expense was not an inhibiting factor.
Instrumentation
The qualitative interviews revealed differences in opinion regarding appropriate communication strategies and tactics to gain acceptance of the new system, as well as the degree of communication required. Because the literature review revealed no suitable scale to measure IM communication during ERP, attention was placed on compiling a list of constructs that were hypothesized to be important determinants of communication effectiveness. Based on the communication/change management literature, two theoretically important constructs were identified (Table I ) in addition to a set of measurement items for each. It should be noted that this measurement scale had not been tested for reliability. However, this was not a concern since the main objective of the research was not to assess the effectiveness of the communication strategies as such, but to determine if there are stakeholder differences regarding communication strategy.
The following sections outline the process for question development for the various construct items addressing communication methods and communication content.
Communication methods. The questions relating to timing are based on the communication needs model according to stages of organizational change, as proposed by Klein (1996) . See the relevant part of the model in Table II . His work, in turn, is based on the Kurt Lewinian model (Lewin, 1951 ) that incorporates three stages of change; unfreeze, change, refreeze. Questions were presented on a five-point Likert scale and respondents were asked to indicate their degree of agreement with the statements.
Media choices need to change with the stages of the implementation process (Klein, 1996) . Further, a communication strategy needs to consider all available choices including verbal, written and electronic media (Klein, 1996; Pitt et al., 2001) . Parr and Shanks (2000) present a model of ERP implementation that synthesizes the work of other researchers, notably Bancroft et al. (1998) , Ross (1998) and Markus and Tanis (2000) . Parr and Shanks' model presents three major phases of ERP implementation: planning, project and enhancement. In order to develop questions for this construct, the first two phases have been used as a guide. Specifically, for each task identified in the planning and project phases, respondents were asked to identify their most preferred method of communication. Based on the literature and the preliminary interviews, possible communication media included: face to face with immediate supervisor, face to face with project team member, face to face with senior administration, face to face with project champion, project web page, e-mail, electronic newsletters, informational memos, web-cast, teleconference, other print media.
Finally, effective communication can only occur if there is a mechanism for feedback so that the sender can check to make sure his/her message is understood (Klein, 1996) .
Communication content. The second communication construct addresses the content of the message itself. According to Pearson and Thomas (1997) , there are three kinds of information that can make up communication content: information that employees must know because it affects his/her job; information that they should know because it affects some aspect of the organization and finally, information they could know, which might include unimportant office gossip. Question addressing this construct sought to determine if the organization stakeholders felt that they received the information they must and should have.
Data analysis and results

Descriptive analysis
For almost every construct item, the consultants expressed the highest levels of agreement while the users reported the lowest. These results may be viewed in Table III Descriptive statistics were also calculated to determine the preferred media choice for specific ERP tasks, according to the various stakeholder groups. For some tasks, all stakeholder groups were very close in agreement on the preferred method of communication. For instance, when it comes to the task of backfilling/planning for staff to be placed on the project, everyone was in agreement that communication face to face with a supervisor was the best method. For the selection of the ERP package itself, the majority of stakeholders considered e-mail an appropriate medium. As well, everyone agreed very strongly that when it comes to user training, communication face to face with members of the project team is decidedly one of the very few accepted modes of contact.
There were also some distinct differences in opinion as well, and in many cases, the differences were expressed by the users. For instance, when considering the ERP task of analysis and redesign of business processes, managers, IT staff and consultants felt very strongly that this kind of communication should occur face to face with the project team members. Surprisingly, the majority of users felt that e-mail would the best method, followed by face to face with supervisor. Managers, IT staff and consultants also felt that the training of the project team needed to occur face to face with the project team, and yet again, the users differed and wanted to receive this communication either by e-mail or from the project champion. Another ERP task involves planning of resources, both human and financial. For this task, the users were almost equally split between preference for various forms of personal and non-personal communication and the other groups preferred some form of face to face contact. With respect to team member selection, managers and users preferred e-mail, while IT staff and consultants preferred some form of face-to-face contact. Finally, for the clarification of the rationale for ERP, the IT staff and were largely in favor of electronic methods of communiqué, consultants were split on their preferences, while the management and users preferred face to face communication. These results may be viewed in Table IV .
Tests of difference -IM communication strategy
In order to determine if there were any statistically significant differences among the stakeholder groups for the IM communication scale, further tests were required. The scale for the above measure was interval, which indicated parametric tests; however, it was also necessary to examine the normality of the distribution through calculation of Z-scores. Results revealed that all but two of the 11 communication construct items satisfied the normality criterion. For these two items, the non-parametric Kruskal-Wallis test was performed. For the remaining nine items, one-way between-subjects ANOVA determined if any differences existed, while post hoc tests determined how precise the differences were and exactly which mean scores were different (Burns and Bush, 2006) . Two types of analysis were performed. One considered significant differences among groups on the total score for the scale. The second considered differences among groups on individual scale items. An analysis of variance showed that there was a significant difference among groups with regard to the overall mean scores of the communication methods and content scale; F(3, 81) ¼ 3.22, p ¼ 0.027 (Table V) . Post hoc analyses using the Tukey post hoc criterion for significance indicated that the total scale mean score for the consultants (M ¼ 23.88, SD ¼ 4.47) was significantly less than that for the users (M ¼ 30.50, SD ¼ 7.61), F(3, 27) ¼ 3.218, p ¼ 0.027. The total score for the communication methods and content scale provides an indication of agreement on the various construct items collectively. It should also be noted that lower scores are also indicative of more positive or preferred behavior when considering the role of communicating during an ERP implementation. Therefore, because the average total mean score on this scale for the consultant group is 23.88 as compared to a total average mean score of 30.50 for the user group, it can be concluded that the assessments of the communication methods and content are different between the two groups, with the user indicating an overall less positive assessment (Table VI) .
In addition to a comparison of means for the total score of the scale, a test of differences in means was also conducted for the individual construct items that comprised the scale. For all 11 items, ANOVA or Kruskal-Wallis tests were performed and it was revealed that significant differences existed for the following:
. the rationale for the new ERP was clearly explained to employees ( p ¼ 0.026);
. the initial communication about the new system should come from senior management ( p ¼ 0.001);
. managers and supervisors were informed and able to answer most employee questions about the new system ( p ¼ 0.003); and . employees were provided with information about how the ERP was affecting other parts of the organization ( p ¼ 0.031). (Tables VII and VIII Table IV .
Internal marketing communication
Follow-up post hoc tests were then necessary to determine which groups, in fact, differed from one another. For equal variances, Tukey's HSD is recommended when wanting to complete all pairwise comparisons of the means. For unequal variances, Dunnett's T3 is recommended for pairwise comparisons as well as when sample sizes are small. For the non-parametric variables, multiple comparisons were conducted using the Mann-Whitney U-statistic. Results of post hoc tests revealed that for the above four items, the significant differences were between the views of the consultants and users. The consultants held significantly stronger levels of agreement on each of the items indicating that from their perspective, the project team or implementation team performed much more effectively on these communication aspects than perceived by the users. Therefore, users did not feel as strongly as the consultants did that they, the users, understood the rationale, were provided with sufficient information and were being managed by people with the appropriate level of information on the new system. In addition, for the construct item, initial communication should come from senior management, significant differences were also found to exist between managers and consultants. Particularly, the managers were less in agreement on this item, indicating they did not believe as strongly as the consultants did that senior managers should be providing much of the initial communication to the organization.
These results suggest potential links between phenomena. Foremostly, internal communication during change should consider a stakeholder perspective that reflects appropriate methods as well as content. Second, a stakeholder perspective in communication planning can be a potentially effective mechanism to promote acceptance and understanding of need for change. Particularly, preliminary interviews indicated that users and IT staff wanted more communication through different media. In the wider quantitative survey, the overall mean score of the users on the communication scale further supported the same sentiments. Users expressed the highest levels of disagreement for almost every measure item. managers were the next group most likely to be in disagreement and, therefore, dissatisfied with how communication occurred. Consultants reported the highest levels of agreement. As well, there were significant differences between users and consultants and users and managers on the four communication items noted above.
One noted difference was that managers were in significantly less agreement on the point of whether initial communication should come from senior management. This is an interesting observation. Perhaps, the managers did not believe the initial communication should come from them because they were suspect of the opinions of end-users. One Manager, during the exploratory interview, inferred that employees would probably not trust communication from senior managers. It is impossible to be certain of the reasoning behind this view; however, it certainly presents a problem. In the exploratory interviews, the consultants mentioned implementation of a very detailed communication plan that outlined when communication should occur, with whom and by whom. If the managers did not feel that communication was their responsibility or that they were not the best person to do it, as the survey results indicate, they may have not carried through with their assigned communication roles, as instructed by the consultants. These are just inferences, however, and all significant differences noted above would need to be further examined through follow-up inquiry. While this difference highlighted varying views in preferred delivery agent, other aspects of communication considered the media choice. The quantitative survey also explored communication methods by gathering data on the preferred media choice for various types of communication during the ERP implementation process. Looking at this information from a tactical standpoint, it can be determined that face to face communication is the preferred method of communication for all stakeholder groups, in the majority of circumstances. For some ERP tasks, stakeholder groups agreed on which communication medium was most preferred. For instance, communication relating to User training was considered best expressed by face to face contact with the project team. Similarly, the selection of the package could be communicated effectively through e-mail methods. Conversely, there were situations where stakeholder groups differed. Amoako-Gyampah (2004) . He found differing views between managers and end-users on the effectiveness of communication focused on explaining the technological benefits, and the use of roadshows and newsletters. While these channels may not be comparable to those assessed in the current research project, the conclusions are the same: stakeholder groups have differing views on message content, media and sender, and there needs to be a match between sender, receiver and medium.
The second proposition presented by this research supports the notion that:
P2. A stakeholder perspective in communication planning can be a potentially effective mechanism to promote acceptance and understanding of need for change.
Users represent the largest segment affected by an ERP, and in this case study, they expressed the highest levels of disagreement. In addition to the high levels of disagreement on the measure items, users differed significantly on the following: the rationale for the new ERP was clearly explained to employees (M ¼ 2.65), managers and supervisors were informed and able to answer employee questions (M ¼ 3.50), employees were provided with information about how the ERP would affect their job (M ¼ 3.07) and employees were provided with information about how the ERP was affecting other parts of the organization (M ¼ 3.35). These mean scores are worrisome because they indicate that Users lacked information. Particularly, they paint a picture of users who do not feel they can get questions answered and have some uncertainty about the effects of the new system. Uncertainty ultimately creates resistance to change. Wagner and Newell (2006, p. 54) note that in order to address any potential controversy, effort should be placed on recognizing the needs of other stakeholders. Further, they propose that handling of such controversies can be critical to the system's success: they are not to be "dismissed or ignored". Finally, it is important to draw attention to the work by Armenakis and Harris (2002) , which sheds light on the importance of stakeholders in the face of change and the need to ensure that employees understand and believe the need for change. Knowledge of the rationale behind the system is critically importance to facilitate acceptance of change and that was not achieved in this case study because of inadequate communication. This knowledge of differing views, and in some instances, starkly different agreement levels of issues surrounding communication cannot be ignored. In this case study, communication has failed to meet the needs of some stakeholders. Particularly, lack of information has negatively affected agreement levels for some very important issues, all of which impact acceptance levels for change and possible project failure. In other research, Al-Mashari and Al-Mudimigh (2003) contrasted a failed ERP project with several best practices companies and an inadequate communication plan was determined to be a contributing factor to the failed project. Likewise, Martin and Huq (2007, p. 138) conclude from their case study research that "effective communication can dispel confusion and employee resistance as employees become more educated about the ERP project". Based on our initial proposition, we have discovered that communication must take a more market-oriented approach (i.e. different message, different media, for different groups) This means being more aware of individual stakeholder groups' needs surrounding method and content in order to facilitate acceptance of change. One possible tactic might be the careful choice of delivery agent for a message. The suggestion to use internal supporters as tools for internal marketing, was similarly noted by Martin and Huq (2007, p. 136) in their statement, "successful ERP implementation depended on top management effectively orchestrating and coordinating the efforts of multiple change leaders throughout the organization". Suggestions to use communication and participation to build user buy-in were also echoed by Grant et al. (2006) . In many instances, communication has been already been recognized as a necessary component of any change management plan, but the current research goes one step further by providing support for the need to also incorporate a stakeholder perspective.
Conclusion
The findings of this study have provided a significant contribution to the body of knowledge surrounding the ERP phenomenon and stakeholder preferred communication strategies. What has been uncovered for the first time is that stakeholders differ, significantly in some respects, in how each group believes certain aspects of the project should be handled, from a tactical communication standpoint. This research has revealed that the management of ERP projects is not as simple as a "one-size-fits-all" plan. Communication strategy, particularly, is one area that requires a tailored approach to meet stakeholder needs. In fact, aside from only a couple of studies (Bradley and Lee, 2004, Infinedo and Nahar, 2007 ) that considered differences between IT managers and business managers regarding differing views on benefits and drawbacks of ERP projects and levels of training, there has been nothing that specifically considered wider stakeholder views regarding understanding of change management and communication. The need for research with this focus particularly has been supported in the literature (Amoako-Gyampah, 2004 , Kossek, 1989 because it is recognized that better understanding of stakeholder perspective will assist implementers in developing appropriate intervention methods and techniques.
The most significant methodological value came from the emphasis on the ERP project from an organizational, human-centered point of view. For years, researchers in the IS field (Orlikowski and Barley, 2001; Benbasat et al., 1987; Orlikowski and Baroudi, 1991; Gable, 1994; Kaplan and Duchon, 1988) have argued for research that is techno-social in nature (Skok and Legge, 2002; Walsham, 1995; Willcocks and Lester, 1999) . The rationale: it better captures the complexity of the situation, and in the case of ERP, the situation is complex. It is further argued that particularly in the ERP realm, organization focused studies are underrepresented as are case studies addressing practical challenges (Dery et al., 2006) . This research fills that gap quite nicely.
Limitations and directions for future research
One interesting finding of this research was the discrepancy regarding the most appropriate sender of initial communication regarding the rationale for the ERP. Follow-up research should explore why Managers believed they were not the most appropriate medium when consultants did. Like the managers, the users were also of the opinion that initial communication should not come from managers. To date, there has been nothing mentioned in the literature that has addressed stakeholder differences regarding such communication aspects. If it were known why the various stakeholder groups hold these perceptions, it may be possible to determine if they are, in fact, properly informed. Any differences in opinion between consultants and other stakeholder groups deserve further attention given that it is the consultants who are, in most instances, Internal marketing communication primarily in charge of the implementation process, including communication planning. This kind of research could potentially uncover some of the possible weaknesses and/or conflicts in communication, which occur during the initial stages of the project. As the data have revealed, communication at this stage needs to be handled delicately as people are learning about the ERP and its proposed process changes for the first time. If the right person, does not deliver the message in the proper manner, it could induce unnecessary resistance.
Another more general line of questioning of this research uncovered data concerning the most appropriate communication media: personal or non-personal. There were many differences across stakeholder groups. If stakeholders differ with respect to "whom" or "how" the message is delivered, presumably, they may possibly differ as well on other issues of context or content. As an example, a possibility for future research would focus on the timing of communication, as well as the level of communication detail. This kind of information combined with the knowledge of stakeholder preferred medium would add much to the communication planning element of ERP projects.
